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BHEN RN ] Smxmry Deport on Initisl Phase of Waon Rescurces Irogram

1, It has boen & pleasure and an extremely interesting experionce
4o gonduct the fndtisl phese of the CIA Human Hesourcss Irogram vith four
aroups of gupervisors in FB3 28 April = 5 Mayy 6 = 13 Mey; 14 - 21 Hays
and 25 Moy -~ 2 Sowg

2. The mopose of the Fmen Resources %mm:&staimmtm
cuality of supervieion throughout the Apenay by focusing the attention of
anch pupesvisor = frem the level of todt Chlef to DCI = upon humen relations
as the key to effeutive management, The Initisl phase of the progrun censints
affow:m:mmmwamfhmremﬁmmﬁhm )
guverviscr, It s planned Yo conduct a one hour faumng meeting vith each
oroupn of cuparvisors spprosisately once every edght woaks for us long o8 such
reotings oppesr to nobe a eantribution to memsgement thinking ond action in
sour ddvision. I expect to returm for the first follow-up meoting with
seot of tho four proups of supervisors in FE soon after 1 Seplember,

3, Attached 1m 2 set of the cutline moterials distriluted in the
wwogran 1a FE.  The sase sheets were glven to the e of each of the
four groups, with the exoeption of Page 1 for Group Mesting #2, w?ag;e 1 for
froup Hosting #2 is a memery of the problems discuesed in Group laeling #i
erd dn the individual oonfevencos end therefore differs scmsuhat for sach group.

e I send you thic etaff report us o swwary of the rodots thet came
un duriog the groun and inddvidual dMsousslons,

5 I think 4o generally rocognized thyoughout the . gonoy, e
mrosont Dmotional orgamisation of the covert eide sppesrs to to in conflict
it the renerally accepted prineiples of mancgmrent,

In disessing menaperent problams with FE supervisors or }zz
songidering sugpeetions for lxproving the process of vencgenent in FE, the
seled and bwue canons of sound menagement emersed in sharp conttvst o
aetusl operaiions., You will find on the sheots for Page 1 for Group Heesting
2, nnder problens poted here, virtuslly o cokplete rogster of v nogd
hagie renseewent rroblema,

T gheuld 13ke to emphasize thet this is a reflection of probloems
Hhak sre basleally DDP mroblomg,
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Mtbough ection sl the Diviston level to inmprove mensgemont
san only ho emslioretive, rather than Nmdasmentelly remodisl, I au oure that
] sm& effort is thorouphly worthvhils and will wWitimetaly resuly In
sirmificnt Improvenonts to the Agenay a8 a whole, Throughout the DMvision
there 1o £011 merensss of the bagie problems and evident desire to ooumencs
whedover aotion ney monise 1o solve tham,

5. While fully cognizent of the thyes most Dimdamental menopesent
mroblon oress in DBFy  {a) the fumction of a chief of mission in the fleld,
thooretinel and actualy {b) the tondencies of tho three (or four) senior
stalls 1o become 1ize inetesd of steff In fumetiong and {e) the actual
ol theosetionl command responsibility of the divislon and the loous of that
responeihilityy - I note below rwoblan areas that mey be of interest to
vou and uhdeh I an smue can be given attention vith great profit to the
efficdenay and morale of your divigion,

6, Slgnificant pwogross con be mede to Ymprove management within FE
17 the gprecifie functions and rosponsibilitics of cach Individuel are mode
clesrer, FEvon though the whole @vision sy sorve as staff to the chisfs
of Maslong in the f1eld, oneretions withdn the division siill require clear
Tinas of pesponsibility with camensurate authority,

Te Ii appoars that scbe oo operaiing lovel should bo the action
spearheod %o be supporited iy a1l other echelons, If prisary amphesls wore
b on the case officer's funotion snd all other elements wore considered
o bo in spmort of the cage officer's Job, thet would provide s fovus for
affort and an allgomont of a1l other funotions, On the other hand,
undoubbelly a atrone eroment ccn be made for spot-1lghting the bwench chiaf's
funetion and having all othor elemants serve his progran objactives., AL
wranent 1t appears that everyoos is a cese offioor, everyons iz involved uith
rroject papers, and mo one hos Lime to ride bherd on the administrative or
woancestt oapecis of the dlvisiont!s operations,

Thare glso appears 0 be no fipal operating responsiblility in
the divioion,= o situetion sinflar to the leck of fingl cammend anthority
sutomsr the theee {or four) sentor staffem,

8., The FI, PP, and B stalf ococupononts within FE cortainly soen to
ok of foctively and harmondously with the branches, ITut the attibtude touard
the DDF senior staffs penerally is exylosive,

Tore is ovident need to dovelon the means to familierize mery
of thops on the senfor staffs with actunl operations) to belp the genior
staffs to reslize thelr vesponsibilities for popitive, helpful reactions to
oncsed projects raihor than nogative, veto reactions vithout congtructive
aritlodas or aselstence o the rwojeet case officer, On the olher hand,
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¥E 27 Juse 53 W Tage 3»

: : % vational experience have
. ot thot mary oble people wiih operatiol . o
wiore 15 sesenteat Uit 2y S0 TN gtatsy rethar shan botng ja00S
in tmefhd key postbions in the sves divisions.

ssom wacasiing policlos, plang, progrests
‘ Trtro~iivision sogmmionlion MW pol emant oltontions.
and m?;c't regults iz the most cbvious problen in ‘aaa‘b wena ol

AL & o FoaYoer Wf?, ACTINCSIEINGE ol ‘ca@taﬁtﬁ 5 MW 1
@mmmw ?; m 'w@ﬁ out, twough M‘}MW' Y ton thot mmm
l1ad to dlsenss specific projects. It is my Jum for people to be betiar
sallad o e eton 1s spotty and thet there i meed for peoB R T 0 on,
%ff;f@m than they are now regarding operaiions s

ﬁmmﬂamm»wmﬁmtm%%mw
siviafon should participste in s staff most g oppropriate to 18 Aov
rospanstbi1ity ropllarly, thed, I Yollave, the structure

&

% v work satisfocborlly
s cotion both ¥R doum 1= assureds and it will pa)ly work el »

10, Yorale can be crestly atvengthened in the Avision if congclous
:‘:ﬁc.tmtm‘m given to the Tollowing?

N - be move stiention glven to

; sheve apperently nesds to L matd th oourtesy and
ocegsity for treating i th thnstons ﬂmtww?&mt in P, exgroration
compteion,  forig e L it L tesle omuriow
forgotion,

' A e of mnéﬁ.m in such
Roeg, LhODe &ppesIs to be e considercble laak ;

Fb - ‘ .
o, Thare is geneval penildorment Tegarding the meaning

cuzocr servioe for those in ¥Ej alarm ﬁﬁ ot o ig i&tw zomt
foon ihe fields ond confusion reparding moaning Wmﬁmmm

for penerclists &3

ndyision-ride careel m;’gmﬁm:ﬁ%:&ea, and how an indivi
and advanoes toward 1.

4, There uns atrongly exprossed noed fow paﬁn&iz};mégmﬂ ol
TROErenS 48 ﬁn&iVMMﬁ arm‘m X mimg ie amgw‘ e y
ﬁgﬁéﬁiﬁ?ﬁm w&mgadmw * The Mviw s intimetely concorned vith operations
Aot ' | o ;
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#s In gshort, thero does not appesr to be adequate recopmition
wf the ilmportence of the individusl and the degree to vhich 8 aeotiviiies
mccsed or fell 1n terme of Individual inlilative, Judppent, courage, and
rosovrcefuinass,

11, Surwort sctivities, in eddftion to rersonnel, certaialy requive
olarifioation, Tt wos folt thet coerdination on fiscal metiers frocuently
resilied in axbitrary participstion of phtelf 2 in egsentially lire
dscialons, Tt was froquently mﬁﬂ regilations were too
seederous and too specific 4o e -

12, In semery,- as wve havo disoussed st each of the Croup lecting #2
sessiong 3n this progren, thers is most eloruent need for the type of
activity, essemtinlly educational in charecter, tlrayh vhich the ertrenely
ghils meopis In IR oon dlscuss end develop policies and cocepted limos of
aotion thal sre required to achiove effective olandestive services, It
is evident that there must bs a great deal of fundamentsl thirking feom
soradeh on the orpanisation and coordination of clandestdng servicos, I
have nevor vorked with a group of people who wore so highly motiveted but
so quletlyr dosperate sz the supervisors I met in this reoprsm In PR,

13, I am comvineced thwough my experdence to date with 378 swpervisors
in the CIA Puman Resouroes Program thet the plsce to begin to strenzthen
the manesremant procons 1s right vhere sach: of un mey be,

The obleoliive iz to dowelop a louest coemon denonduwter of
st thinking in CIA, In terms of which o ey weke a mited offort
Lo aohiowe o otrmon poall Yo madw CIA the boot monaned arency In GCovermment,

14, I shall be hapyy to drop in at your comvendence to dlsenss this
voport in move dotall, After I have conducted two or thres followupn
mootines with aach of the fowr groure of supervisors this subtwwm wnd vimer,
wo ean decide whwther this progran showld contimes In FE o vhother such
,mm?my con be mope offsctively carried on through the normad staffl meetines

thin the dlviston,

15, Tharl you very much for your memorandum of 3 June to the Divector
of Teadning, Moy T sleo oxrrocd apprecistion for the cordial reoention
vo this orogyan in FE and fo He staff for his efficient
swograrming and the arrongements for these meetings,
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